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THE  TRANSITION  TO  SELF-DIRECTED  WORK  TEAMS 

AT 

COMMUNITY  BEHAVIORAL  SERVICES 


INTRODUCTION 

Community  Behavioral  Services  (CBS)  is  a  government-operated  agency  in 
Edmonton,  Alberta  within  the  Department  of  Family  and  Social  Services.  The  mandate 
of  this  agency  is  to  provide  a  variety  of  social  supports  to  individuals  with  mental 
disabilities  and  challenging  behavior.  Since  1975,  CBS  was  structured  like  most  human- 
service  agencies  with  several  "layers"  of  reporting  relationships  between  front-line  staff  and 
the  Director.  In  September  1993,  we  made  a  major  change  in  this  structure,  re-organizing 
all  staff  into  self-directed  work  teams  with  everyone  reporting  to  the  Director.  The  impact 
of  this  change  over  a  one-year  period  is  described  in  this  report. 

CONCEPT  OF  SELF-DIRECTED  WORK  TEAMS 

The  world  of  work  in  the  1990's  is  leaning  more  and  more  towards  self-directed 
work  teams  -  that  is,  teams  which  manage  their  own  work  on  a  daily  basis.  In  the  past, 
most  companies  or  services  were  organized  in  a  hierarchical  fashion  with  one  supervisor 
giving  orders  to  a  group  of  subordinates.  Research  indicates  that  this  division  of  labour 
can  be  a  source  of  apathy,  anger,  and  alienation  to  the  people  at  the  bottom,  leading  to 
poor  quality  of  service,  low  productivity,  and  dissatisfied  customers.  The  trend  today  is 
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to  eliminate  supervisors  and  middle  managers,  giving  more  control  to  those  people 

directly  responsible  for  doing  the  work.    Hierarchies  are  replaced  by  teams  while 

directives  are  replaced  by  discussion  and  consensus  decision-making  among  team 

members.     Under  this  new  style  of  management,  these  "empowered"  teams: 

o       set  their  goals  in  sync  with  the  organization's  goals; 

o       plan  how  to  meet  those  goals; 

o       define  and  solve  problems  within  their  area; 

o       make  daily  operating  decisions  within  the  limits  of  their  authority; 

o       schedule  and  monitor  work; 

o       hire  and  evaluate  team  members. 

Within  Edmonton,  a  number  of  agencies  have  already  made  the  transition  to  self- 
direction  including  the  University  of  Alberta  Hospital,  Glenrose  Hospital,  and  Cross  Cancer 
Institute  to  name  a  few.  Within  the  Alberta  Government,  the  Department  of  Labour  has 
recently  organized  500  staff  into  35  teams. 

The  benefits  of  autonomous  teams  are  well-documented:  surveys  have  found  that 
working  on  self-directed  teams  improves  employees'  attitudes  towards  their  work,  their 
managers,  and  their  agencies. 

BACKGROUND  ACTIVITY 

In  the  year  or  so  prior  to  reorganization,  a  number  of  steps  were  taken  to  introduce 
the  concept  of  self-direction:  relevant  articles  were  circulated  to  CBS  staff  on  the  pros 
and  cons  of  self-direction;  individuals  from  the  agencies  mentioned  above  were  invited  to 
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discuss  their  experiences  in  setting  up  self-directed  work  teams;  and  meetings  were  held 
with  CBS  staff  to  discuss  what  responsibilities  could  be  given  to  the  teams  and  what 
training  was  needed  to  perform  these  responsibilities.  Additional  meetings  were  held  with 
key  individuals  in  Personnel,  Employee  Relations,  and  Staff  Development  to  discuss  the 
feasibility  of  converting  to  self-directed  work  teams.  Within  six  or  eight  months,  staff  were 
feeling  sufficiently  informed  to  vote  on  the  question  of  whether  CBS  should  conduct  a 
one-year  pilot  project  using  self-directed  work  teams.  In  an  anonymous  vote,  18  of  23 
staff  voted  "yes,"  and  five  voted  "no."  Although  individual  staff  were  not  identified,  those 
not  in  favor  of  self-direction  were  given  an  opportunity  to  work  in  other  government 
programs  during  the  pilot  year.  Three  people  took  advantage  of  this  opportunity. 

The  next  step  was  preparing  a  proposal  to  convert  to  self-directed  work  teams  for 
approval  by  senior  management.  We  then  met  with  a  union  (AUPE)  official  who  was 
satisfied  with  the  degree  of  staff  commitment  to  this  project.  With  this  knowledge,  senior 
management  approved  our  proposal  for  a  one-year  pilot  on  self-direction  beginning 
September  1,  1993. 

THE  NEW  STRUCTURE 

For  years,  CBS  had  operated  with  five  programs:  Intensive  Support,  Consultation, 
Training,  Counselling  and  Administration.  Several  of  these  programs  had  a  Supervisor 
who  reported  to  one  of  two  Program  Managers  who  in  turn  reported  to  the  Director. 
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Our  intent  was  to  "flatten"  the  organization  from  four  to  two  levels,  incorporating  the 
Supervisors  and  Program  Managers  into  the  teams.  All  staff  would  then  report  to  the 
Director. 

ROLES  AND  PARAMETERS 

In  the  absence  of  a  direct  Supervisor,  teams  would  assume  the  following  duties: 

•  distributing  work  to  individual  members; 

•  developing  policies  and  procedures; 

•  reviewing  expenditure  claims,  time  sheets  and  requests  for  staff 
development  and  time-off; 

•  establishing  and  monitoring  goals  and  objectives; 

•  establishing  and  monitoring  program  budgets; 

•  requesting  materials  and  supplies; 

•  providing  support  and  performance  feedback  to  team  members  and 
conducting  EPAS  evaluations; 

•  coordinating  work  involving  more  than  one  program; 

•  hiring  and  orienting  new  staff  members; 

•  ensuring  absences  are  reported  and  covered  by  peers; 

The  Director  would  continue  to  have  management  responsibilities  ensuring  that 
each  team  operated  within  the  following  parameters: 

•  ■  all  plans,  decisions,  and  actions  would  be  based  on  the  department's  5  E's 

(economy,  efficiency,  effectiveness,  equality,  and  environmental  sensitivity); 
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•  total  expenditures  in  both  manpower  and  supplies  would  remain  within  our 
allocated  budget; 

•  the  number  of  clients  served  would  be  maintained  with  some  decreases 
expected  in  the  early  phases  of  implementing  self-direction; 

•  changes  in  mandate  regarding  the  types  of  clients  served  would  require 
Headquarters'  approval; 

•  decisions  around  vacant  positions  would  be  consistent  with  the 
department's  long-term  objective  to  downsize  government  programs; 

•  policies  and  procedures  developed  by  teams  would  continue  to  be 
consistent  with  government  regulations; 

•  each  team  would  ensure  a  mechanism  existed  for  networking  and  sharing 
across  teams; 

•  goals  and  objectives  would  be  consistent  with  Regional  and  Headquarters' 
initiatives. 

In  addition  to  being  a  "coach"  to  all  teams,  the  Director  would  take  a  strong  stand 
to  advance  the  ideas  of  employees  with  upper  management,  to  help  employees  obtain 
equipment,  funds,  and  the  necessary  training  to  perform  their  work,  and  whenever 
possible,  to  eliminate  unnecessary  procedures  and  red  tape  which  interfered  with  the 
provision  of  client  services. 
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EVALUATION 

The  Quality  Management  Branch  of  our  department  was  invited  to  participate  in  an 
ongoing  evaluation  of  this  project.  Their  involvement  was  intended  to  survey  staff  job 
satisfaction  and  "people  skills"  at  three  different  times  during  the  pilot  year,  and  based  on 
the  feedback,  to  address  problem  areas  or  concerns  staff  were  having  in  making  the 
transition  to  self-direction.  In  addition  to  the  ongoing  evaluation,  information  was  collected 
on  a  variety  of  pre-  and  post-measures  including  number  of  clients  served,  their 
satisfaction  with  service  provided,  staff  absenteeism,  trust  levels  within  teams,  and  overall 
team  functioning. 

Our  hypotheses,  based  on  the  expected  benefits  of  empowering  staff,  were  as 
follows: 

1 .  Staff  satisfaction  levels  would  increase. 

2.  Staff  "people  skills"  would  improve. 

3.  The  number  of  clients  served  would  be  maintained  or  decrease  slightly. 

4.  Client  satisfaction  levels  would  increase. 

5.  Staff  absenteeism  would  decrease. 

6.  Trust  levels  within  teams  would  increase. 

7.  Team  functioning  would  improve. 

We  will  now  look  at  these  outcome  measures  and  the  extent  to  which  our 
hypotheses  were  confirmed. 
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RESULTS 

STAFF  SATISFACTION 

A  staff  satisfaction  scale  (see  Appendix  A)  was  developed  by  Quality  Management 
and  administered  three  times  at  four  month  intervals  during  the  pilot  year.  The  scale 
consisted  of  25  statements  organized  under  five  dimensions:  teamwork,  communication, 
job  performance,  empowerment,  and  self-direction.  For  example,  under  the  dimension 
"teamwork,"  the  first  statement  was  The  extent  to  which  I  feel  a  part  of  my  team."  Staff 
were  asked  to  rate  their  satisfaction  with  each  statement  on  a  six-point  scale  ranging  from 
"extremely  dissatisfied"  (1)  to  "extremely  satisfied"  (6). 

The  average  satisfaction  level  across  all  25  statements  increased  from  4.2  to  4.5 
to  4.9  during  the  pilot  year.  This  increase  occurred  in  nearly  every  statement  confirming 
our  first  hypothesis  that  staff  satisfaction  levels  would  increase  under  self-direction. 
Average  satisfaction  levels  ranged  from  a  high  of  5.2  with  "My  team's  willingness  to 
consider  my  ideas  and  suggestions"  to  a  low  of  3.6  with  "The  communication  between  my 
team  and  other  CBS  teams."  This  finding  is  consistent  with  what  others  have  reported 
about  self-direction  -  teams  typically  focus  inwardly  on  their  own  activities,  at  least  initially, 
rather  than  focusing  outwardly  for  the  benefit  of  the  agency.  At  CBS,  teams  have  since 
developed  strategies  for  increasing  their  collaboration  and  interdependency. 

Verbal  reports  supported  survey  results.  Team  members  reported  steady  growth 
throughout  the  experience  regardless  of  "ups  and  downs."  Some  team  members  felt  they 
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had  experienced  all  the  stages  of  team  development  ~  forming,  storming,  norming,  and 
performing. 

SKILL  DEVELOPMENT 

Other  studies  have  reported  that  the  success  of  a  transition  from  a  hierarchical  to 
self-management  model  is  largely  dependent  on  the  ability  of  staff  to  demonstrate  "people 
skills."  One  author  writing  about  self-direction  suggested  that  "the  hard  stuff  is  easy,  the 
soft  stuff  is  hard!"  At  CBS,  we  focused  our  staff  development  efforts  at  learning  these 
people  skills  by  arranging  workshops  in  communication,  team  building,  and  conflict 
resolution. 

To  determine  whether  this  training  was  benefiting  staff.  Quality  Management  revised 
a  standardized  soft-skills  inventory  (see  Appendix  B)  and  administered  it  three  times 
during  the  pilot  year.  This  inventory  consisted  of  16  "people  skills"  including  listening, 
information  sharing,  conflict  resolution,  providing  support,  recognizing  accomplishments, 
personal  grooming,  etc.  Staff  rated  each  item  on  a  six-point  scale  as  to  whether  they 
personally  "needed  improvement"  (1)  or  whether  they  were  already  "excellent"  (6)  at  this 
skill.  They  also  rated  their  team  on  the  same  scale. 

Across  all  16  items  the  average  self  ratings  increased  from  4.5  to  4.8  to  4.9  during 
the  pilot  year  while  the  average  team  ratings  increased  from  4.2  to  4.8  to  5.1.  These 
increased  ratings  occurred  in  every  single  skill  indicating  that  staff  were  at  least  perceiving 
themselves  and  their  team  members  as  becoming  more  adept  at  people  skills.  This 
finding  lent  support  to  our  hypothesis  that  staff  "people  skills"  would  improve  under  self- 
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direction.  Had  they  not  improved,  teams  would  have  found  it  more  difficult  to  manage 
themselves  and  team  interactions  across  the  agency. 

One  interesting  finding  is  that  on  average,  staff  rated  their  own  skills  higher  than 
their  team's  skills  in  the  first  survey  (4.5  versus  4.2);  however,  by  the  third  survey,  that 
perception  had  reversed  itself  with  staff  rating  their  team's  skills  higher  than  their  own  (5.1 
versus  4.9).  This  finding  suggests  that  team  members  were  becoming  increasingly 
supportive  of  each  other  during  the  pilot  year  under  self-direction.  They  not  only 
perceived  an  improvement  in  their  own  skills  but  an  even  greater  improvement  in  the  skills 
of  their  fellow  team  members. 

NUMBER  OF  CLIENTS  SERVED 

A  common  observation  in  the  literature  on  self-direction  is  that  empowered  staff  are 
more  productive.  Typically  increased  production  has  been  measured  by  bottom-line 
profits  or  by  the  number  of  "widgets"  produced  on  an  assembly  line.  In  our  pilot,  we 
looked  at  the  number  of  clients  served  (i.e.,  files  closed)  during  the  year  prior  to  self- 
direction  and  compared  it  to  the  number  served  during  the  pilot  year. 

With  the  same  number  of  staff  (10)  in  our  Consultation  and  Intensive  Support 
programs,  we  served  140  clients  during  the  preceding  year  and  163  during  the  pilot  year, 
an  increase  of  23  clients.  In  our  Training  Program  with  the  same  number  of  staff  (3)  we 
conducted  58  workshops  and  seminars  during  the  preceding  year  and  82  during  the  pilot 
year,  an  increase  of  24  training  events. 
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These  findings  did  not  confirm  our  third  hypothesis  that  the  number  of  clients 
served  would  be  maintained  or  decrease  slightly.  We  expected  a  temporary  decrease  in 
caseloads  due  to  the  increased  emphasis  on  training,  committee  work,  and  administrative 
activities  related  to  implementing  self-direction.  Therefore,  the  substantial  increase  in 
productivity  was  really  a  pleasant  surprise!  Most  likely,  it  can  be  attributed  partly  to 
increased  enthusiasm  for  the  job  that  comes  with  self-direction,  and  partly  to  the  new 
caseloads  assumed  by  the  previous  Supervisors.  The  question  of  whether  quality  of 
service  increased  as  well,  is  addressed  in  the  next  section. 

CLIENT  SATISFACTION  LEVELS 

For  years,  CBS  has  solicited  feedback  from  clients  after  they  have  received  our 
services.  This  feedback  is  in  the  form  of  a  service  evaluation  (see  Appendix  C)  completed 
anonymously  and  returned  to  us  in  the  mail.  The  evaluation  asks  clients  a  couple  of 
questions  about  their  level  of  satisfaction  with  the  changes  that  occurred  in  the  referred 
behaviors,  several  questions  about  the  counsellor's  knowledge,  abilities,  and  sensitivities 
to  their  needs,  a  couple  of  questions  about  the  client's  newly-learned  behavioral  skills, 
and  one  question  about  whether  CBS  met  their  needs.  Average  scores  over  all  questions 
can  range  from  "1 "  which  is  the  lowest  possible  rating  to  "4.3,"  the  highest  possible  rating. 

We  compared  the  feedback  from  34  clients  who  returned  evaluation  forms  during 
the  preceding  year  with  36  clients  who  returned  forms  during  the  pilot  year.  The  mean 
satisfaction  rating  over  all  categories  was  4.1  during  the  preceding  year  and  3.9  during 
the  pilot  ,year.  Although  this  finding  did  not  support  our  fourth  hypothesis  that  client 
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satisfaction  levels  would  increase,  the  small  decrease  but  still  high  level  of  satisfaction 
suggests  that  the  quality  of  our  services  was  maintained  under  self-direction.  Since  the 
highest  possible  rating  on  this  scale  is  4.3,  we  are  probably  dealing  with  a  "ceiling  effect" 
that  prevents  us  from  observing  much  of  a  positive  change  in  client  satisfaction. 

ABSENTEEISM  RATES 

Our  department  has  an  Absent  Time  Reporting  System  (ATRS)  which  allowed  us 
to  compare  absenteeism  rates  for  the  17  individuals  who  worked  at  CBS  during  the  year 
preceding  the  pilot  on  self-direction,  as  well  as  during  the  pilot  year.  The  average  number 
of  days  lost  due  to  casual  sickness,  general  illness,  leave  without  pay,  and  special  leave 
was  10.1  during  the  preceding  year  and  12.6  during  the  pilot  year,  an  increase  of  2V^ 
days  per  employee.  Thus,  our  fifth  hypothesis  that  staff  absenteeism  would  decrease  was 
not  supported. 

Accounting  for  this  increase  is  difficult.  One  explanation  might  be  that  the  change 
associated  with  self-direction  induced  stress  which  in  turn  resulted  in  more  time  off.  An 
alternative  and  perhaps  simpler  explanation  Is  that  these  findings  are  an  anomaly  and  that 
next  year  we'll  have  lower  absenteeism  rates.  In  any  case,  our  absenteeism  rates  were 
about  the  same  as  the  departmental  averages  of  lost  time  for  these  two  years,  1 1 .7  and 
11.1  days,  respectively. 
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TRUST  LEVELS 

Newly-formed  teams  typically  experience  similar  fears  and  difficulties  --  the  fear  of 
not  being  accepted  by  team  members,  uncertainty  about  roles,  anxiety  about  abilities,  etc. 
As  groups  develop,  these  early  problems  can  be  resolved  if  team  members  begin  to 
support  each  other,  appreciate  individual  differences,  and  encourage  risk  taking.  To  a 
large  extent,  an  increase  in  trust  level  among  team  members  facilitates  the  resolution  of 
these  problems. 

To  encourage  an  atmosphere  of  openness  and  interaction  at  CBS  during  the  pilot 
year,  we  developed  a  set  of  14  operating  principles  (see  Appendix  D)  such  as  accepting 
individual  differences,  committing  to  a  positive  focus,  and  reinforcing  people  for 
accomplishments.  As  was  mentioned,  we  also  participated  in  team  building  and 
communication  workshops.  To  determine  whether  these  efforts  resulted  in  an  increase 
in  trust  levels,  we  administered  a  standardized  scale  both  before  and  after  our  pilot  year 
of  self-direction.  This  scale,  called  the  TORI  Team  Diagnosis  Scale  (see  Appendix  E), 
consisted  of  48  statements  which  staff  rated  as  to  whether  they  agreed  or  disagreed  with 
the  statements.  Some  statements  referred  to  how  staff  saw  themselves  on  the  team  (e.g. 
"I  trust  members  of  this  team");  others  referred  to  how  staff  saw  their  team  (e.g. 
"members  of  this  team  trust  each  other  very  much").  Possible  ratings  were  "strongly 
disagree"  (0),  "disagree"  (1),  "agree"  (2),  and  "strongly  agree"  (3). 

Under  a  supervisory  model,  staff  on  average  rated  their  trust  levels  at  2.0  on  this 
scale.  Following  a  year  of  self-direction,  the  average  rating  was  1.9,  a  slight  decrease 
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from  the  earlier  ratings.  These  findings  did  not  confirm  our  sixth  hypothesis  that  trust 
levels  would  increase  under  self-direction. 

The  fact  that  trust  levels  remained  relatively  high  over  this  two-year  period  suggests 
that  staff  were  reasonably  trusting  of  each  other  even  under  the  supervisory  model.  Most 
team  members  had  worked  together  for  quite  a  few  years  prior  to  self-direction. 
Supervisors,  who  later  became  members  of  their  team,  had  already  encouraged  their  staff 
to  be  open,  supportive,  and  growth  oriented.  Obviously,  these  positive  relationships 
maintained  themselves  as  staff  took  on  additional  responsibilities  associated  with  self- 
direction. 

TEAM  FUNCTIONING 

Empowering  staff  through  self-direction  was  expected  to  improve  team  functioning. 
To  examine  this  expectation,  a  standardized  team-functioning  scale  was  completed  by 
staff  under  the  supervisory  model  (pre)  and  again  following  the  pilot  year  of  self-direction 
(post).  This  scale,  called  the  Team  Review  Questionnaire  (see  Appendix  F)  was  revised 
from  negatively-  to  positively-worded  statements  to  be  less  offensive  to  staff.  The  scale 
consisted  of  108  statements  that  staff  rated  as  to  whether  each  statement  was  generally 
true  about  their  team.  Examples  of  statements  included  "objectives  of  our  team  are 
clear,"  "many  new  ideas  are  generated  by  our  team,"  and  "members  generally  plan  or 
prepare  for  meetings."  Nine  statements  pertained  to  each  of  12  areas  of  team  functioning 
such  as  commitment,  climate,  work  methods,  creative  capacity,  etc.  Thus,  if  staff  rated 
all  nine  statements  in  a  particular  area  as  generally  true  about  their  team,  their  average 
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rating  for  that  area  would  be  9.0.  Conversely,  if  they  rated  all  nine  statements  as  untrue, 
their  average  rating  would  be  0.  Higher  ratings  reflect  better  team  functioning.  Combined 
scores  across  all  12  areas  of  team  functioning  resulted  in  an  average  rating  of  6.7  under 
a  supervisory  model  and  6.9  after  a  year  of  self-direction.  Based  on  this  small  difference, 
our  seventh  hypothesis,  that  team  functioning  would  improve  under  self-direction  was  not 
supported. 

The  scale  did,  however,  allow  us  to  examine  the  strengths  and  weaknesses  of  all 
teams  across  the  12  areas.  The  highest  ratings  (7.6  pre,  7.8  post)  occurred  in  the  area 
of  "membership"  which  reflects  the  team's  knowledge  and  skills.  The  lowest  ratings  (5.9 
pre,  5.9  post)  occurred  in  the  area  of  "intergroup  relations"  which  reflects  relationships 
with  other  teams.  These  findings  lend  further  support  to  the  notion,  discussed  earlier,  that 
teams  initially  focus  inwardly,  rather  than  outwardly  for  the  benefit  of  the  agency. 
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DISCUSSION 


The  results  indicate  that  the  reorganization  of  CBS  from  a  supervisory  model  to 
self-directed  work  teams  had  a  number  of  benefits:  staff  satisfaction  levels,  staff  "people 
skills,"  and  the  number  of  clients  served  increased  substantially.  As  well,  consumer 
satisfaction,  trust  levels  and  team  functioning  remained  high.  On  the  down  side,  staff 
absenteeism  increased  slightly  but,  it  should  be  noted,  was  similar  to  the  departmental 
averages. 

Beyond  the  research  findings,  several  other  benefits  are  worth  noting:  the 
inclusion  of  Program  Managers  into  the  Counselling  Team  allowed  CBS  to  expand  its 
services  to  include  sexual  abuse  counselling  and  to  play  a  key  role  in  establishing  a 
Regional  Restrictive  Procedures  Committee.  In  terms  of  staff  development,  we  reduced 
the  number  of  courses  taken  each  year  from  14  under  a  supervisory  model  to  11  under 
self-direction  and  the  tuition  costs  from  $1 ,409  to  $1 ,1 75.  We're  not  sure  why  -  perhaps 
staff  were  too  busy  with  their  new  responsibilities  to  find  time  to  attend  courses!  From 
a  budget  perspective,  the  transition  to  self-direction  did  not  require  any  additional  funding 
and  in  fact  may  result  in  some  long-term  cost  savings  if  the  supervisory  positions  are  re- 
classified down  to  front-line  positions.  At  the  time  of  this  report,  these  reclassification 
requests  have  been  submitted  to  our  Personnel  Office.  Finally,  another  benefit  is  that 
CBS  has  piloted  an  Innovative  organizational  model  on  behalf  of  the  Department.  Other 
worksites  are  already  making  use  of  our  experiences  and  materials  in  planning  their  own 
transitions  to  self-direction. 
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RECOMMENDATIONS  FOR  OTHER  PROGRAMS 

A  report  by  Quality  Management,  following  their  evaluation  of  the  CBS  pilot  project, 
made  a  number  of  recommendations  for  other  programs  considering  self-directed  teams. 
These  recommendations  are  the  collective  opinions  of  CBS  staff  and  the  Quality 
Management  evaluator  and  are  worth  repeating. 

Pre-implementation: 

•  Review  literature  as  well  as  audio  and  videotapes  about  self-direction. 

•  Consult  with  others  who  have  experienced  self-direction  including  on-site  visits  to 
other  self-directed  worksites. 

•  Conduct  a  readiness  assessment  for  self-direction  using  a  Preparation  Inventory 
(see  Appendix  G). 

•  Ensure  commitment  from  all  levels  of  the  organization. 

•  Discuss  with  employees  what  self-direction  entails  and  emphasize  the  stages  of 
team  development  (forming,  storming,  norming,  performing)  they  are  about  to 
encounter. 

•  Conduct  a  secret  ballot  vote  on  whether  people  agree  with  self-direction.  In  this 
regard  staff  might  be  less  intimidated  voting  on  a  one-year  pilot  project  rather  than 
a  permanent  change  to  self-direction. 

•  Identify  alternate  employment  opportunities  for  those  opposed  to  self-direction  if 
possible. 


Page  17 

•  Write  a  proposal,  with  a  maximum  of  staff  input,  for  submission  to  senior 
management. 

•  Involve  Personnel,  Employee  Relations,  and  the  Union  in  the  early  stages  of 
planning. 

•  Establish  one  or  more  planning  committees  to  identify  training  needs,  changes  in 
responsibilities,  evaluation  strategies,  communication  plans,  staff  performance 
evaluations,  and  a  clear  statement  of  vision,  mission  and  values. 

•  Develop  a  transition  plan  for  affected  managers  and  supervisors,  paying  particular 
attention  to  the  emotional  factors  resulting  from  their  change  of  responsibilities. 

•  Ensure  the  limits  of  authority  are  clear  for  both  the  manager  and  team  members. 

Implementation: 

•  Ensure  a  coach  is  available  to  assist  teams  through  the  developmental  stages  to 
the  point  of  self-management. 

•  Establish  a  set  of  operating  principles  through  staff  discussion  and  consensus. 

•  Establish  processes  for  communication,  problem-solving,  and  decision-making 
between  teams.  At  CBS,  we  used  a  "Planning  Council"  which  consisted  of  the 
Director  and  one  member  of  each  team  meeting  monthly  or  as  required. 

•  Provide  training  in  administrative  skills,  meeting  skills,  and  especially  in  people  skills 
-  team  building,  conflict  resolution,  and  communication. 


• 
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•  Conduct  periodic  surveys  using  an  external  evaluator  to  help  determine  team 
growth.  The  evaluator  can  provide  objective  feedback  and  encouragement  when 
teams  are  faced  with  implementation  challenges. 

•  Conduct  evaluations  to  validate  the  benefits  of  self-direction. 

•  Ensure  processes  are  in  place  for  recognition,  reward,  and  celebration  of 
milestones. 


CONCLUDING  OBSERVATIONS 

The  evaluator  from  Quality  Management  and  the  Director  of  CBS  agreed  on  the 
following  points  regarding  this  project  and  self-direction  in  general: 

•  The  reorganization  of  CBS  to  self-directed  work  teams  was  a  tremendous  learning 
opportunity  for  everyone  involved. 

•  A  great  deal  of  commitment  is  required  to  continue  on  when  faced  with  the 
challenges  of  implementing  self-directed  work  teams.  Initially,  CBS  staff  were 
tentative  and  uncertain  but  they  persevered  and  met  the  challenges. 

•  Staff  definitely  prefer  self-direction  to  a  supervisory  model.  When  CBS  staff  were 
asked  at  the  end  of  the  pilot  if  they  wanted  to  go  back  to  the  old  structure,  their 
secret-ballot  response  was  a  unanimous  "no!" 

•  Staff  should  be  provided  with  a  complete  understanding  of  the  concept  of  self- 
direction  prior  to  implementation.  Agencies  that  implement  self-direction  without 
careful  preparation  are  not  likely  to  succeed. 
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Self-direction  can  be  an  exciting  growth  opportunity  but  it  doesn't  happen  easily 
or  quickly  ~  teams  need  time  to  develop  and  mature. 

Inter-team  relationships  can  be  the  most  problematic.  Through  perseverance  and 
commitment,  these  relationships  were  beginning  to  develop  at  CBS  by  the  end  of 
the  pilot  year. 

The  evaluator  from  Quality  Management  was  also  a  facilitator,  someone  who 
helped  each  team  address  problems  and  resolve  issues.  A  skilled  and  committed 
external  facilitator  (like  Sharron)  can  have  a  very  positive  impact  on  the  team- 
building  process. 

Even  though  CBS  staff  continue  to  have  issues  to  be  resolved,  they  are  to  be 
commended  for  their  effort  and  dedication  to  making  self-direction  succeed 
throughout  the  pilot  year. 

Based  on  our  experiences  with  this  project,  we  strongly  encourage  the  Department 
to  consider  implementing  self-directed  work  teams  in  other  programs,  and  equally 
important,  to  conduct  evaluations  which  would  further  validate  the  benefits  of  self- 
direction  obtained  at  Community  Behavioral  Services. 
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APPENDICES 


f 


STAFF  SATISFACTION  SCALE 
COMMUNITY  BEHAVIORAL  SERVICES 


APPENDIX  A 


TEAM:    DATE  OF  EVALUATION: 


Extremely  Generally  Slightly  Slightly  Generally  Extremely 

Dissatisfied         Dissatisfied         Dissatisfied  Satisfied  Satisfied  Satisfied 

1  2  3  4  5  6 

In  each  of  the  statements  below,  insert  a  number  from  1  to  6  to  indicate  your 
level  of  satisfaction  or  dissatisfaction.    Ratings  and  comments  will  be  used 
to  develop  action  plans  for  improvement  so  please  be  candid.    Your  feedback 
will  be  kept  anonymous. 

Try  to  be  very  specific  about  your  comments/suggestions,  and  if  possible, 
provide  a  recommendation  for  each  comment.    Do  not  use  names  of  other  staff  in 
your  comments. 


TEAMWORK 


1.  I  am  with  the  extent  to  which  I  feel  a  part  of  my  team. 

2.  I  am  with  my  team's  willingness  to  consider  rny  ideas  and 

suggestions. 

3.  I  am  with  my  team's  efforts  to  consider  the  ideas  and  suggestions 

of  all  team  members  in  making  decisions. 

4.  I  am  with  the  clarity  of  my  role  as  a  team  member. 

5.  I  am    with  the  extent  to  which  all  team  members  assume 

responsibility  for  getting  work  done. 


Comments/Suggestions  for  improving  Teamwork: 
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COMMUNICATION 


6.  I  am  with  how  issues  and  conflicts  are  handled  by  my  team. 

7.  I  am  with  the  openness  and  approachabil ity  of  other  members  of  my 

team. 

8.  I  am  ___  with  the  amount  of  input  and  feedback  I  receive  from  other 
members  of  my  team. 

9.  I  am  with  the  communication  between  my  team  and  other  CBS  teams. 

10.  I  am  with  the  communication  I  have  with  the  Director  of  CBS. 

Comments/Suggestions  for  improving  Communication:   


JOB  PERFORMANCE 

11.  I  am    with  how  my  team  establishes  and  assigns  workload 

responsibil ities. 

12.  I  am    with  how  well  my  team  works  at  its  tasks. 

13.  I  am    with  the  way  timelines  are  being  met  by  my  team. 

14.  I  am  with  my  workload. 

15.  I  am    with  how  my  performance  is  monitored  and  evaluated. 

Comments/Suggestions  for  improving  Job  Performance:   


r 


EMPOWERMENT 

16.  I  am    with  the  same  decisions  previously  made  by  management  are 

now  made  by  the  team. 

17.  I  am    with  the  level  of  my  team's  involvement  in  planning, 

controlling,  and  improving  our  own  work  processes. 

18.  I  am    with  the  opportunity  I  have  to  impact  policies  and 

procedures  at  CBS. 

19.  I  am    with  the  extent  to  which  my  team  is  accountable  for  the 

quality  of  our  work. 

20.  I  am    with  the  way  we  manage  ourselves  and  our  work  on  a  day-to- 
day basis. 

21.  I  am    with  the  level  of  responsibility  our  team  has  in  acquiring 

any  new  training  we  might  need. 

Comments/Suggestions  for  improving  Empowerment:  


SELF-DIRECTION 

21.  I  am    with  the  way  our  Planning  Council  is  used  to  address  and 

resolve  issues. 

22.  I  am    with  the  use  of  team  members  to  review  and  approve  time 

sheets,  expense  claims,  staff  development  requests,  etc. 

23.  I  am    with  our  efforts  to  evaluate  the  pilot  project  on  self- 

direction. 

24.  I  am    with  our  team's  access  to  resources  to  help  us  do  our  jobs. 

25.  I  am    with  the  support  and  direction  our  team  receives  from  the 

CBS  Director. 

Comments/Suggestions  for  improving  Self-Di recti  on:   


i 


In  summary,  I  am  more  □,  less  □  satisfied  with  self-di  recti  on  than  I  was  with 
our  previous  supervisory  model. 


If  you  had  to  identify  one  thing  that  would  help  you  be  more  committed  to 
self-di recti  on,  what  would  it  be? 
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APPENDIX  B 


A  "Soft  Skills"  Inventoiy  (Revised) 

"THE  HARD  STUFF  IS  EASY  -  THE  SOFT  STUFF  IS  HARD!" 

Hard  skills:  technical 
Soft  skills:  people  skills 


Rate  the  following  inventory  for  yourself  as  well  as  your  team  in  the  area  of  "soft  skills." 
With  "1"  being  least  skilled  and  "6"  being  most  skilled,  use  a  circle  to  identify  yourself 
and  a  square  to  identify  your  team. 


SOFT  SKILLS  CHECKLIST 

O  Me  □  My  team 


Communication  skills 
Listening  skills 
Consensus  decision  making 
Information  sharing  vs.  hoarding 
Accepts  individual  differences 
Resolves  conflict  cleanly 
Flexible 

Sells  ideas  (persuasion) 
Fadhtates  (leads  with  questions) 
Supportive  (offers  assistance) 
Participates  productively  in  meetings 
Negotiates  win-win 
Eye  contact/smiles/nods 
Personal  grooming 
Recognizes  accomplishments 
Open  to  suggestions 


Needs  Improvement 


Excellent 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 
6 


Adapted  from  Implementing  Self-Directed  Work  Teams.  Loren  Ankarlo,  Career  Track,  Inc.  1992,  page  44 
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APPENDIX  C 

SERVICE  EVALUATION 
COMMUNITY  BEHAVIORAL  SERVICES 


This  evaluation  is  conducted  to  detemriine  your  "level  of  satisfaction"  with  the  services  you  recently 
received  from  CBS.  Please  be  candid  -  your  feedback  is  valuable  in  helping  us  to  improve  our  service. 


CBS  CONSULTANT: 


DATE: 


SERVICE  PROVIDED:  □  Consultation 

n  Intensive  Support 

APPROXIMATE  DATES  OF  SERVICE:  to 

BEHAVIORS  DEALT  WITH: 

2. 


3. 


THESE  BEHAVIOR  PROBLEMS  ARE  NOW: 

Worse  Slightly  Worse  Same  Slightly  Improved     Greatly  Improved 

n  □  □  □  □ 


Comments: 


OTHER  PEOPLE  (FRIENDS,  RELATIVES,  TEACHERS,  STAFF)  HAVE  NOTICED  THAT  THESE 
BEHAVIOR  PROBLEMS  ARE: 

Worse  Slightly  Worse  Same  Slightly  Improved     Greatly  Improved 

□  □  □  n  □ 


Comments: 


t 

i 
I 


I  n 
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PLEASE  RATE  YOUR  CONSULTANT  IN  EACH  OF  THE  FOLLOWING  AREAS: 


POOR  FAIR  GOOD  EXCELLENT 

1.  Knowledge  of  subject  matter  i — i  i — i  i — i  i — i 

2.  Presentation  of  subject  matter  i — i  i — i  i — i  i — i 

3.  Sensitivity  to  your  needs  i — i  i — i  i — i  i — i 

4.  Flexibility  to  meet  your  needs  i — i  i — i  i — i  i — i 

5.  Attitude  towards  your  situation  i — i  i — i  i — i  i — i 

6.  Support  given  to  you  or  the  situation  i — i  i — i  i — i  i — i 

Comments:  


MY  SKILLS  IN  MANAGING  BEHAVIOR  ARE  NOW: 

Worse  Slightly  Worse  Same  Slightly  Improved     Greatly  Improved 

□  □  □  □  □ 

Comments:  


MY  ABIUTY  TO  DEAL  WITH  OTHER  BEHAVIOR  IS: 

Worse  Slightly  Worse  Same  Slightly  Improved     Greatly  Improved 

□  n  n  □  □ 

Comments:  


DID  CBS  MEET  YOUR  NEEDS? 

DID  CBS  MEET  THE  REFERRED  PERSON'S  NEEDS? 


YES  NO 

□  □ 

□  □ 


IN  YOUR  OPINION,  IN  WHAT  WAY  COULD  CBS  HAVE  BETTER  MET  YOUR  NEEDS? 


WHAT  ADDITIONAL  SERVICES  OFFERED  BY  CBS  COULD  YOU  USE? 

□  Workshops,  Seminars  or  Presentations 

□  Counselling 
CD       Support  Group 


If  you  are  interested  in  any  additional  services  offered  by  CBS,  please  contact  your  behavioral  consultant 
or  provide  your  name  and  phone  number  here: 


NAME: 


PHONE: 


WOULD  YOU  RECOMMEND  CBS  TO  OTHERS? 


OTHER  COMMENTS  OR  CONCERNS? 


Thank  you  for  taking  the  time  to  provide  us  with  your  feedback. 
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OPERATiNG  PRINCIPLES 
COMMUNITY  BEHAVIORAL  SERVICES 


APPENDIX  D 


1.  Make  a  concerted  effort  to  eliminate  gossip  and  backstabbing. 

2.  Go  to  the  source  when  addressing  issues  and  do  so  at  the  earliest  opportunity. 

3.  Honor  confidentiality  between  team  members  and  between  the  individuals  to 
whom  we  provide  service. 

4.  Reinforce  people  for  accomplishments  (praise  publicly  and  criticize  privately). 

5.  Treat  all  staff  equally. 

6.  Commit  to  a  positive  focus  and  don't  dwell  on  the  negative. 

7.  Accept  professional  and  individual  differences. 

8.  Take  ownership  for  your  own  opinions  (use  "1"  statements). 

9.  Share  all  information  which  may  facilitate  team  operations. 

10.  Be  supportive  of  one  another. 

11.  View  change  as  a  challenge,  an  opportunity  for  growth  as  opposed  to  doom, 
gloom,  and  negative. 

12.  Be  respectful  when  talking  of  colleagues  and  consumers  and  their  families. 

13.  Try  to  see  the  other  side  before  responding  to  a  situation.  "Put  yourself  in  their 
shoes." 

14.  Take  your  job  seriously  and  yourself  lightly. 
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APPENDIX  E 

TORI  TEAM-DIAGNOSIS  SCALE 

Instructions:  In  front  of  each  of  the  following  items,  place  the  letter  that  corresponds  to  your  degree  of 
agreement  or  disagreement  with  that  statement. 

SD  =  strongly  disagree  D  =  disagree  A  =  agree  SA  =  strongly  agree 

  1.  I  think  this  team  will  accept  me  as  a  full  member  no  matter  what  unusual  thing  I  might  do. 

  2.  I  seldom  seek  help  from  other  members  on  tasks. 

  3.  Members  of  this  team  trust  each  other  very  much. 

  4.  Everyone  on  this  team  does  his  or  her  own  thing  with  little  thought  for  other  members. 

  5.  I  see  myself  as  a  very  cautious  member  of  this  team. 

  6.  I  think  everyone  on  this  team  is  willing  to  help  me  when  I  ask  for  help. 

  7.  The  team  is  more  interested  in  accomplishing  tasks  than  in  helping  members  on  personal 

problems. 

  8.  This  team  really  "has  it  together"  in  many  ways. 

  9.  I  trust  members  of  this  team. 

  10.  I  often  think  that  I  am  In  a  minority  on  this  team. 

  1 1 .  Members  of  this  team  know  who  they  are;  they  have  a  real  sense  of  being  individuals. 

  12.  The  team  finds  it  difficult  to  go  ahead  and  do  something  it  has  decided  to  do. 

  13.  If  I  left  this  team  they  would  miss  me  very  much. 

  14.  I  look  fon/vard  to  getting  together  with  this  team. 

  15.  Members  of  this  team  are  often  no  being  themselves  and  are  playing  roles. 

  16.  This  team  will  be  able  to  handle  an  emergency  very  well. 

  1 7.  When  I  am  with  this  team  I  feel  very  good  about  myself. 

  18.  I  often  go  along  with  the  others  simply  because  I  have  a  sense  of  obligation. 

Adapted  from  Trust:  A  New  View  of  Personal  and  Orcanizational  Development. 
J.R.  Gibb,  Cardiff,  CA:  Omicron  Press,  1978. 
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19.  Members  seem  to  care  very  much  for  each  other. 

20.  Members  of  this  team  like  to  either  lead  or  be  led,  rather  than  to  work  together  as  equals. 

21 .  My  relationship  to  this  team  is  a  very  impersonal  one. 

22.  I  enjoy  working  with  members  of  this  team. 

23.  Each  members  has  a  definite  and  clear  role  to  play  and  is  respected  on  the  basis  of  how 
well  he  or  she  performs  it. 

24.  We  are  well  integrated  and  coordinated  at  many  levels. 

25.  I  feel  like  a  unique  person  when  I  am  on  this  team. 

26.  I  don't  feel  like  cooperating  with  others  on  this  team. 

27.  Team  members  have  a  high  opinion  of  my  contributions. 

28.  Members  are  very  much  individuals  and  do  not  work  together  as  members  of  a  team.  , 

29.  When  with  this  team  I  don't  feel  very  good  about  myself. 

30.  I  would  miss  anyone  who  left  because  each  of  the  members  is  important  in  what  the  team 
is  trying  to  do. 

31 .  It  is  easy  to  tell  who  the  "in"  members  are. 

32.  Members  enjoy  being  with  each  other. 

33.  I  am  an  important  member  of  the  team. 

34.  Members  seldom  give  me  help  on  things  that  really  matter  to  me. 

35.  Members  listen  to  the  things  I  have  to  say. 

36.  You  really  have  to  have  some  power  if  you  want  to  get  anything  done  on  this  team. 

37.  I  sometimes  don't  feel  very  genuine  when  I'm  with  this  team. 

38.  Members  often  help  me  in  things  I  am  trying  to  do. 

39.  Some  members  are  afraid  of  the  team  and  of  its  members. 

40.  We  really  work  together  as  a  smoothly  functioning  unit. 

41 .  I  care  very  much  for  members  of  this  team. 

42.  I  have  no  real  sense  of  belonging  to  this  team. 

43.  We  treat  each  person  as  an  important  member. 

44.  We  need  a  lot  of  controls  in  order  to  keep  on  the  track. 


L 

[ 

L 

c 
r 


45.  I  often  feel  defensive  when  I'm  with  this  team. 

46.  I  fee!  a  strong  sense  of  belonging. 

47.  It  is  easy  to  tell  who  the  important  members  are. 

48.  We  have  little  destructive  competition  with  each  other. 
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APPENDIX  F 

TEAM-REVIEW  QUESTIONNAIRE  (REVISED) 


INSTRUCTIONS:  Remove  the  Answer  Sheet  (last  page)  and  place  it  next  to  the  statements.  On  the 
Answer  Grid,  mark  an  X  through  the  square  of  those  statements  which  are  generally  true  about  your 
team.  If  you  feel  a  statement  is  not  generally  true,  then  leave  the  square  blank.  For  scoring,  see 
additional  instructions  on  Answer  Sheet. 

1.  The  team  spends  time  clarifying  what  they  expect  and  need  from  one  another. 

2.  The  work  of  the  team  would  improve  if  members  upgraded  their  skills. 

3.  Most  of  the  members  feel  that  the  goals  of  the  team  are  worthwhile. 

4.  People  on  this  team  are  usually  frank  and  open  with  each  other. 

5.  Objectives  of  our  team  are  clear. 

6.  Members  are  clear  about  the  team's  contribution  to  the  agency. 

7.  We  generally  achieve  progress  in  team  meetings. 

8.  The  objectives  of  some  individual  team  members  gel  with  those  of  other  members. 

9.  When  team  members  are  criticized,  they  do  not  feel  that  they  have  lost  face. 

10.  New  team  members  are  made  to  feel  welcome  in  the  team. 

1 1 .  Many  new  ideas  are  generated  by  the  team. 

12.  Rarely  are  there  conflicts  between  our  team  and  other  teams. 

13.  The  leader  encourages  and  supports  efforts  by  other  team  members. 

14.  Most  team  members  are  able  to  handle  the  cun-ent  requirements  of  their  work. 

15.  Members  are  really  committed  to  the  success  of  the  team. 

16.  In  team  discussion,  members  openly  express  their  real  motives. 

17.  In  practice,  the  team  usually  achieves  its  objectives. 

18.  Our  team's  contribution  is  clearly  understood  by  other  parts  of  the  agency. 

19.  When  the  team  is  having  a  meeting,  we  listen  to  each  other. 

20.  Members  are  clear  about  their  individual  roles  in  relation  to  the  team. 

Adapted  from  Improvinc  Work  Groups:  A  Practical  Manual  for  Team  Build  inc.  D.  Francis  and  D.  Young, 
San  Diego,  OA:  University  Associates,  1979. 
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21 .  Members  are  not  afraid  to  "rock  the  boat"  by  making  critical  remarks. 

22.  The  potential  of  most  members  is  being  developed. 

23.  Members  are  not  afraid  to  suggest  new  ideas. 

24.  Our  team  has  constructive  relationships  with  other  teams  within  the  agency. 

25.  Members  are  clear  where  they  stand  with  the  leader. 

26.  Our  mix  of  skills  is  appropriate  to  the  work  we  are  doing. 

27.  I  feel  a  strong  sense  of  belonging  to  the  team. 

28.  The  team  provkJes  sufficient  opportunity  for  "clearing  the  air." 

29.  In  practice,  low  levels  of  achievement  are  not  accepted. 

30.  If  the  team  were  eliminated,  the  agency  would  feel  the  loss. 

31 .  Team  meetings  are  structured  to  ensure  accomplishments  occur. 

32.  There  are  regular  reviews  of  individual  objectives  and  priorities. 

33.  The  team  is  good  at  learning  from  its  mistakes. 

34.  Members  tend  to  show  initiative  in  keeping  up-to-date  and  in  developing  themselves. 

35.  We  do  not  have  a  reputation  for  being  "stick-in-the-muds." 

36.  The  team  responds  well  to  the  needs  of  other  teams  in  the  agency. 

37.  The  leader  gets  ample  information  about  how  the  team  sees  his  or  her  performance. 

38.  People  outside  the  team  consider  us  qualified  to  meet  work  requirements. 

39.  I  am  prepared  to  put  myself  out  for  the  team. 

40.  Important  issues  are  generally  worked  through,  and  not  "swept  under  the  carpet." 

41.  IndlvkJuals  are  provided  incentives  to  stretch  themselves. 

42.  There  is  little  confusion  between  the  work  of  this  team  and  the  work  of  others. 

43.  Members  generally  plan  or  prepare  for  meetings. 

44.  If  members  are  missing,  their  work  still  gets  done. 

45.  Attempts  to  review  events  critically  are  seen  as  positive  and  useful. 

46.  Much  time  and  effort  is  spent  on  individual  development  and  training. 

47.  This  team  generally  tries  to  be  innovative. 


48.  We  actively  seek  to  develop  our  working  relationships  with  other  teams. 

49.  Members  take  the  Initiative  to  ensure  quality  decisions  are  made. 

50.  The  team's  total  level  of  ability  is  satisfactory. 

51 .  Most  members  commit  themselves  to  doing  the  job  well. 

52.  Conformity  to  team  objectives  is  discussed  and  expected. 

53.  Energy  is  expended  productively  to  get  results. 

54.  The  role  of  our  team  Is  clearly  Identified  within  the  agency. 

55.  The  team  sets  aside  time  to  consider  and  review  how  It  tackles  problems. 

56.  Communication  is  generally  positive  between  members. 

57.  We  are  satisfied  with  how  we  work  as  a  team. 

58.  Most  members  have  been  trained  In  both  technical  and  people  skills. 

59.  Good  ideas  are  captured  and  do  not  get  "lost  in  the  shuffle." 

60.  We  generally  avoid  significant  mistakes  by  communicating  with  other  teams. 

61 .  The  leader  seldom  makes  decisions  that  directly  affect  the  team  without  talking  them  through 
with  the  team. 

62.  We  have  sufficient  knowledge  and  skills  to  make  the  team  complete. 

63.  I  feel  very  motivated  by  working  on  this  team. 

64.  Differences  between  members  are  generally  worked  through. 

65.  Sufficient  time  is  devoted  to  questioning  whether  our  efforts  have  been  worthwhile. 

66.  We  have  an  adequate  way  of  establishing  our  team's  objectives  and  strategy. 

67.  We  seldom  get  bogged  down  when  a  difficult  problem  is  being  discussed  in  meetings. 

68.  The  team  has  adequate  administrative  resources  and  procedures. 

69.  We  have  the  skills  to  review  our  effectiveness  constructively. 

70.  The  team  takes  steps  to  develop  its  members. 

71.  New  ideas  from  outside  the  team  are  usually  accepted. 

72.  In  this  agency,  teams  tend  to  collaborate  rather  than  compete. 

73.  The  leader  adapts  his  or  her  style  to  changing  circumstances. 

74.  New  people  coming  into  the  team  usually  have  the  necessary  qualifications. 
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75.  Everyone  is  trying  hard  to  make  this  a  winning  team. 

76.  Individuals  on  this  team  really  get  to  know  each  other  as  people. 

77.  We  are  more  concerned  with  achieving  results  than  giving  a  good  appearance. 

78.  The  agency  uses  the  vision  and  skills  that  the  team  has  to  offer. 

79.  We  ensure  that  meetings  have  a  purpose. 

80.  We  function  in  a  flexible  manner  when  using  group  resources. 

81 .  Constructive  criticism  is  encouraged  to  improve  perfonnance. 

82.  The  views  of  indivkJuals  who  are  reserved  or  are  uncertain  are  usually  considered. 

83.  It  would  be  fair  to  say  that  the  team  has  a  vision. 

84.  Most  of  the  other  teams  have  a  high  opinion  of  us. 

85.  The  leader  is  sufficiently  sensitive  to  the  different  needs  of  each  member. 

86.  Most  members  are  adapting  to  the  needs  of  the  team. 

87.  If  a  members  gets  into  difficulties,  he  or  she  usually  has  the  support  of  the  team. 

88.  There  are  no  cliques  and  political  manoeuvring  in  the  team. 

89.  Most  of  our  accomplishments  could  be  described  as  excellent. 

90.  The  team's  objectives  have  been  systemically  related  to  the  objectives  of  the  whole  agency. 

91 .  Decisions  made  at  meetings  are  properly  recorded  and  activated. 

92.  Members  collaborate  on  a  person-by-person  basis  and  as  a  team. 

93.  Sufficient  time  is  spent  on  reviewing  what  the  team  does,  how  it  works,  and  how  to  improve  it. 

94.  Members  are  encouraged  to  question  the  established  practices  of  the  team. 

95.  Most  members  suggest  new  ideas. 

96.  We  get  to  know  the  people  working  on  other  teams  in  the  agency. 

97.  I  know  that  our  team  is  adequately  represented  at  higher  levels. 

98.  Most  members  have  adequate  skills  to  do  their  work  effectively. 

99.  Members  are  not  committed  to  individual  goals  at  the  expense  of  the  team. 

100.  Disagreements  between  members  are  usually  worked  through  thoroughly  and  individual 
viewpoints  are  fully  considered. 

101 .  We  usually  finish  things  satisfactorily. 


102.  We  work  with  clear  guidelines  on  the  limits  of  our  responsibility. 

103.  Our  meetings  property  resolve  all  the  issues  that  should  be  dealt  with. 

104.  We  examine  how  the  team  spends  its  time  and  energy. 

105.  We  are  committed  to  leaning  from  our  mistakes. 

106.  Individuals  are  encouraged  to  go  outside  the  team  to  widen  their  personal  knowledge  and  skills. 

107.  Creative  ideas  are  generally  followed  through  to  definite  action. 

108.  We  are  effective  in  our  working  relationships  with  other  teams  at  the  agency. 
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TEAM-REVIEW  QUESTIONNAiRE  ANSWER  SHEET 


•  In  the  grid  shown  here  there  are  108  squares,  each  one  numbered  to  correspond 
to  the  statements  on  the  questionnaire. 

•  If  you  think  a  statement  is  generally  true  about  your  team,  mark  an  X  through  the 
square.  If  you  feel  a  statement  is  not  generally  true,  then  leave  the  square  blank. 

•  Fill  in  the  top  line  first,  working  from  left  to  right;  then  fill  in  the  second  line,  etc. 

•  Be  careful  to  respond  to  each  statement.  Mark  an  asterisk  next  to  the  numbers  of 
statements  that  you  find  especially  significant  or  difficult  to  answer.  These  can  be 
explored  later. 

Answer  Grid 


Totals 


1 

2 

3 

4 

5 

6 

7 

8 

9 

10 

11 

12 

13 

14 

15 

16 

17 

18 

19 

20 

21 

22 

23 

24 

25 

26 

27 

28 

29 
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88 
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90 
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94 

95 

96 

97 

98 

99 

100 
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1 

II 

III 

IV 

V 

VI 

VII 

VIII 

IX 

X 

XI 

XII 

When  you  have  responded  to  all  108  statements,  total  the  number  of  X's  in  each 
vertical  column,  write  the  total  in  the  space  shown  at  the  bottom  of  the  column. 
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APPENDIX  G 


PREPARATION  INVENTORY 


CIRCLE  ONE  RESPONSE  FOR  EACH  STATEMENT  AS  IT  APPLIES  TO  THIS  INVENTORY. 


SA  (4)  =  Strongly  Agree  -  You  strongly  agree  with  the  statement. 
A    (3)  =  Agree  -  You  agree  more  than  you  disagree  with  the  statement. 
D    (2)  =  Disagree  -  You  disagree  more  than  you  agree  with  the  statement. 
SD  (1)  =  Strongly  Disagree  -  You  strongly  disagree  with  the  statement. 
NA  (0)  =  Not  Applicable  -  The  statement  does  not  apply. 


1.  Our  work  tasks  are  compatible  with  a  team-oriented  system. 

2.  Our  employees  are  willing  to  participate  and  take  risks. 

3.  Our  employees  are  skilled  enough  to  participate  (technical, 
interpersonal,  administrative) 

4.  Our  union  will  renegotiate  job  classifications  and  work  rules. 

5.  Our  supervisors  display  good  interpersonal  and  listening  skills,  and 
could  be  supportive. 

6.  Our  organization  has  a  history  of  "following  through"  on  changes. 

7.  Our  organization  will  view  this  as  a  cultural  shift  rather  than  just  a 
new  program. 

8.  Our  culture  and  policies  could  be  converted  to  a  team  system 
(empowerment,  recognition,  communication,  change). 

9.  Our  market  can  support  additional  production. 

10.  We  are  ready/willing  to  face  the  challenges  of  self-directed  teams, 
realizing  that  it  is  a  lengthy,  challenging  process. 


SA 
4 
4 
4 

4 
4 

4 
4 


SD  NA 

0 
0 
0 


From  Implementing  Self-Directed  Work  Teams.  Loren  Ankarlo,  Career  Track,  Inc.  1992,  page  43. 
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